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To currently view where we are in relation to
managing change in organizations we should first revisit
the origins of organizational change.  Lewin (1958)
developed the 3 step model of unfreezing, moving and
refreezing.  Burnes (1992) collated the development of
various approaches to change commencing with the
planned approach.  Lippitt et al (1958) developed a seven
phase model of change and Cummings & Huse (1989)
produced an eight phase model.  Leavitt (1964)
recognised introducing change to one to one dimension of
the organization we will effect the other three dimensions
of the organization. The dimensions he identified are
those of structure, technology, task and people. The
planned approach involves the assumption that the
external environment is relatively stable and the change is
relatively small in scale.
Challenging those assumptions facilitated the
development of the emergent approach to change.  The
main tenents of the emergent approach to change is a
continual process aimed at matching an organizations
capabilities to the needs of an uncertain environment.
This process is best conducted through small scale
incremental changes and is aimed at organizational wide
change (Burnes 1996).
Yetton et al (1994) produced a case study on
strategic change relating to the implementation of
computer-aided architecture.  The results identified that
business transforamtion emerged from what was
essentially a series of tactical, rather than strategic,
decisions.  The firm’s business strategy was an outcome of
the change process, in contrast to the normative model in
which planned change comes from top management’s
explicit strategy and vision.
Whiteley (1995) approached the subject of
change using a bottom up approach by focussing on the
core values of the organisation.  Her work emphasised the
need for an organisational vision to help guide the change
and is based on values, beliefs and choices made in the
organisation.
Orlikowski and Hofman (1997) developed an
improvisational model of change management which
identifies the anticipated change, then the emergent
change, but introduces the concept of opportunity based
change.  Opportunity based change depends on the ability
of the organization to notice and recognise opportunities,
issues, breakdowns and unexpected outcomes as they
arise.
Currently Ford are utilizing teaching and
leadership to spread the strategic ‘how and why’ of the
transformation.  This approach to change focuses on the
DNA of the organisation.  At Ford the DNA consists of a
global mind set, intuitive knowledge of the customers and
a strong belief that leaders are teachers.  The approach is
aimed at demystifying why they need to change and is
driven from the top (Wetlauffer, 1999).
In contrast Butcher and Atkinson (2000)
challenge the top down approach to change citing a
number of errors with this approach with the main one that
the message becomes watered down and distorted as it
filters through the organisation.  They promote the model
of bottom-up change, utilising pockets of good practice,
with defined groups of people challenging the status quo
by adopting certain practices and improving performance.
The review has provided some insight into the
current state of play relating to organizational change.
Two main issues seem to be unresolved. Firstly, what is
the best approach.   Is it top-down or bottom-up or a
combination of the two?  Authors to date have provided
strong arguments for both approaches, yet there is still no
agreement as to the best approach for implementing
change.  The second unresolved issue is that of
communication.  Effective implementation of change
relies on communicating the change message throughout
the organisation.  What is the most effective way of
spreading the message relating to change.  A vision or
mission statement provides the strategic focus for why the
change is being implemented.  Yet there is little doubt that
without commitment of all levels in the organisation the
change may be resisted, rejected or distorted.
Organisational change from the perspective
of the virtual organization
Organizing in radically new ways, such as the
network, virtual and team-based organization, precipitates
overall organizational change (Travica, 1999). The virtual
organization (VO) attracts most of the attention, albeit no
commonly accepted formal definition exists. Many
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authors, however, posit that VO implies the IT-based
networking of spatially dispersed organizations/parts,
aiming at achieving certain agility-related objectives
(Snow, et al., 1999; Travica, 2000). The key implication
is that an organization or its parts can simultaneously be
involved in both traditional and VOs, which in turn
invokes permanent organizational change.
Structural network aspects of virtual organizing
are investigated from the perceptive of social network
theory, in which the concept of node interdependence
proved to be particularly useful (DeSanctis et al., 1999).
The information technology infrastructure needed in VO
develops rapidly, and innovative solutions are not lacking
(EJOV, 1999; Majchrzak et al., 2000; Park & Fevrel,
1999; Steinfeld et al., 1999). For instance, IT enables
reorganizing processes within supply chains that are likely
to dominate the manufacturing sector in this century
(Owen, 1999). Dynamic, real-time switching across
suppliers could be a crucial capability in these
reorganizing efforts (Mowshowitz, 1999). In more general
terms, the capabilities of modern IT provide the basis for
reengineering coordination processes. Conducive to this
end can be new concepts, such as “concurrent enterprise,”
which combines the concepts of concurrent engineering
and VO (Santoro, 1999). Moreover, virtual teams that are
gaining an increasing acceptance across industries,
necessitate complex cultural and political changes in order
to succeed (Jackson, 1999). At a practical level,
assembling and managing virtual teams breaks down to
procedures that cut across social, technical and logistics
domains (Duarte & Snyder, 1999).
Outsourcing precipitates organizational change
and can lead to virtual organizing. Organizations can
leverage knowledge resources through outsourcing, while
mitigating certain associated risks (Quinn, 1999). The
risks, however, are complex, and include “cultural
amputation” exhibited in the 1990s (Deal & Kennedy,
1999). Culture, on the other hand, is essential for the
organizational change leading to VO. A radically new
“virtual culture” may be needed (Nurn & Barnett, 1999),
incorporating dramatic changes in current attitudes and
beliefs (Cascio, 1999). Although it is not fully known
what lies in store for VO, we know that the materialized
virtual organizing poses complex challenges, including
that of social isolation (Alford, 1999). The changes in
cultural cognitive and behavioral dimensions need a
complementary change in management. A study of a
telecommuting-based organization has determined that
managers need to be more trustful toward their employees
(Harrington & Ruppel, 1999). An adjustment in
monitoring strategies is also in order (Kurland & Egan,
1999). Management flexibility needs to reach as far as to
accepting the fact that some functions of general manager
will be shifted into software (Warner &Witzel, 1999).
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